BOTSWANA LIBRARY ASSOCIATION
Information Development, vol. 18, no. 2, June 2002 117 The Botswana Library Association: attitudes to membership among librarians in Botswana organizing workshops and seminars, charting the way forward in the profession, developing codes of ethics and updating professionals on new developments in the field (Thomas, 1997; Erickson, 1999) .
These associations nevertheless need a strong membership. Studies have shown that a number of factors influence the decision to join a library association. The quality of professional outcomes, support by employers, the desire to learn and collaboration with colleagues are some of the factors that can influence the decision to join an association (Kamm, 1997) . In a survey by Owen (1997) , 52 percent of respondents said that they came to know about a library association through contact with the librarians with whom they worked. One respondent is quoted to have said: 'My boss asked me why I was not a member' (Owen, 1997) . This means that some form of mentoring may be necessary in encouraging young professionals to join. Ford (1999) took a more theoretical approach and listed a number of reasons why people join library associations. These include:
Exchanges of professional knowledge; learn about new developments and methods; improve welfare of members, participate in research, develop standards, gather statistics; solve mutual problems; foster cooperation among libraries; improve the image and status of the profession; extend and maintain professional contact and feel part of the profession.
In other words membership in a library association gives one 'a sense of camaraderie and support when dealing with difficult issues' (Erickson, 1999) .
However, despite the seemingly worthwhile missions and goals set out in their constitutions, many library associations have had problems with regard to membership. Studies have shown that people do not necessarily join associations because of the good of the profession. Dissatisfaction has resulted when individuals do not get individual incentives (Cutts, 1992) . Individual benefits come first. Strangely, ethnicity has also been cited as being a factor, in some cases, that can be a motivation for oppressed ethnic groups to promote the interest of a particular association and participation in its activities (Thomas, 1997) . The level of membership fees is another deciding factor (Cutts, 1992) . Some of these seemingly de-motivating factors hide the fact that membership of professional associations leads to professional growth and development (McChesney, 1984) . Nevertheless, as Barbara J. Ford, quoted by Erickson, said A survey of the reasons why librarians in Botswana do or do not decide to join the Botswana Library Association found that there is room on both sides to do something about the situation so that the Association's founding objectives can continue to be upheld.
INTRODUCTION
National development is central to a government. Within the myriad of various disciplines and professions, recognition is determined by the contribution that the professionals add to the development of the country. In that regard, a profession's development and acceptance cannot be taken for granted. It is the professionals themselves who have to prove the status and value of their profession to development at both national and international levels (Minutes, 1998) . If the professionals fail to make their voice heard they will always be sidelined and treated as secondary on the government development agenda.
Unity is the key to professional success. The formation of networks at different levels and the sharing of ideas enhance a profession. Professional associations are indispensable forums to guiding change, development and contribution by a particular group (Ford, 1999) . Library associations are formed with the mandate of promoting and putting the profession into the right perspective and for its own survival. The association ought to respond to the challenges and changes that affect the profession, notably the technology and development needs in both the national and international arenas.
Library associations spearhead information-handling activities. They influence programmes at training institutions. They set acceptable standards in the profession. (Association, 1997) . Success in these tasks requires strong associations acting collectively at the national level and moving on to international associations. If information is essential for the development of a nation (Sturges and Neil, 1998) , the role of the library association becomes paramount in the promotion of equity and access to information.
while professional associations are important for society as a whole, professional associations must also give something back to their members who join and volunteer their time (Erickson, 1999) . Ford (1999) adds that association leaders must 'have a structure to address the needs of the members, or the membership base will be lost or not grow'.
The main employer of qualified librarians in Botswana is the Botswana National Library Service, whose staff run all public and most special libraries in educational colleges and health institutes. A significant number of librarians are also to be found at the library of the University of Botswana and the University' Library & Information Studies (1990 -2000 .
established as far back as 1979. It started with training programmes for library assistants and paraprofessional staff (Jorosi, 2001) . Progressively, the department has since been able to add graduate, postgraduate, Masters' and recently M.Phil and doctoral level programmes. Table 1 shows the number of graduands that have come on to the market in the last ten years (University of Botswana, 1990 Botswana, -2000 . Apart from these graduates, the pool of potential professional members of the Botswana Library Association (BLA) includes many expatriates in many of the abovementioned institutions. It may therefore be assumed that the BLA should at the very least be receiving or aiming to capture at least ten new members a year from among these groups and among new graduates.
THE BOTSWANA LIBRARY ASSOCIATION
The Botswana Library Association pulled out of the trinational Library Association of Botswana, Lesotho and Swaziland in 1977. Botswana librarians had come to the realization that the problems this association was facing were insoluble (Thapisa, 1979) . In 1977, therefore, an interim executive for a Botswana Library Association was constituted (Jorosi, 2001) . In her address at the inaugural meeting in 1978, Ms Sheila Willet, Librarian of the then University College of Botswana, challenged the audience with the question 'how will the membership of the association benefit you as an individual?' (Willet, 1979) . She outlined BLA's core aims (which are contained in the BLA Constitution) as follows:
1. To unite all persons interested in libraries and librarianship by holding conferences, meetings, by issuing publications and other means. 2. To safeguard the professional interests of librarians and promote the establishment and development of libraries. 3. To promote bibliographic study and research.
The BLA celebrated twenty years of existence in 1997. In these last two decades, the BLA has made tremendous progress and has contributed to national development in many ways. Notable contributions include the continuation of the Newsletter and Journal, both of which have been published only intermittently since April 1979 due to lack of funds for printing. The Association participated in the development by the University of Botswana of the Masters programmes in Library and Information Studies (MLIS) and Archives and Records Management (ARM) and the Certificate in Library Studies (CLIS). (Raseroka, 1979; Minutes, 1994) . In 1997, BLA and the Commonwealth Library Association (COMLA) co-hosted a one-day workshop on information technology. In addition, BLA has participated in various bodies concerned with national policy initiatives, such as the Task Force on the Formulation of National Book Policy, the National Literacy Advisory Committee and the Copyright Stakeholders Forum (Botswana Library, 2001 ). The BLA also made a submission to the National Education Commission on the need for establishing Resource Centres in Primary Schools. Recently, the BLA also submitted a position paper to the 'National Vision 2016' (Botswana, 1999) on the importance of information and libraries in national development. The Association's Information for Members brochure (n.d.) outlines many other activities BLA has been involved in, ranging from fundraising to organizing seminars. To cap it all, the icing on top has been the election in 2001 of one of its founding members and chairperson, Ms Kay Raseroka, Director of the University of Botswana Library, as President-Elect of the International Federation of Library Associations and Institutions (IFLA).
Nevertheless, the affairs of the association have not been all that rosy. One issue that runs through nearly all the chairpersons' reports for the last decade or two is how to attract more members into the association. The 1979 chairperson's report decried the lack of interest and participation by members in the association's activities as worrisome to the young association. At the 1990 Annual General Meeting, concern was expressed at how low membership figures were (Minutes, 1990) . In 1993 it was the same story; the bulk of the chairman's report concerned itself with 'the apparent decline of the Library Association' (Minutes, 1993) . At the AGM in 1994 it was lamented that the association lacked a 'talking culture' (Thapisa, 1994) . The Chair added that 'We are simply not talking to each other about issues that affect us in our work and profession'. The title of the Chairman's report at the 1996 AGM was 'The Library Association in Stagnation' (Jorosi, 1996) .
In her report for the period 7 September 1996-14 March 1998 (Botswana, 1998) the chairperson remarked that 'I pondered on why people were or were not members'. She proceeded to challenge those present to ask themselves the following questions: 'What is the meaning of association? What should be my involvement as a member?' The first issue to be raised by the chairperson in her report two years later (April 1998 -October 2000 was the fact that lack of commitment was the main setback for the association. She invited all librarians to ask themselves 'what we each can contribute towards the improvement of our association'. The number of paid up members on the day before the AGM, she reported, was eight! (Chairperson's, 2000) .
At that point, membership had clearly reached an unacceptable level, but the trend can be traced as far back as 1979 (Raseroka, 1979) . Chairpersons have time and again made a plea requesting all those working in the library and information profession to join and be active in the association. But to date, all efforts have yielded very little result. The plea continues.
With the realization of the ailing membership of BLA, the authors decided to carry out an exploratory study with the following objectives:
• To determine the factors motivating people to join a library association
• To determine the de-motivating factors to joining a library association
• To establish what could be done to encourage librarians and information professionals to join a library association.
METHODOLOGY
A survey instrument for this study was designed in December 1999. The instrument was given to three library professionals for proofreading and evaluation. From the inputs of colleagues, a final three-and-a-half-page questionnaire was produced. The questionnaire asked for information on the respondents' bio-data; their attitude to associations; factors affecting why they preferred not to join or decided to discontinue BLA membership; factors affecting why they decided to join the BLA; how they participated in the BLA and factors to be considered in order to revive the BLA. The questionnaire included both open and closed questions and allowed respondents to add comments and suggestions to each question. A total of 300 instruments were distributed in January 2000 to BNLS libraries country-wide, and to libraries in parastatals, the university, colleges and non-governmental organizations (NGOs), and to special libraries such as that of the Southern African Development Community (SADC). In May 2000, an additional 200 copies of the questionnaire were sent to institutions which had not responded. One hundred and eighty (180) questionnaires were completed and returned by December 2000.
While the authors waited for the return of the instrument, they arranged for informal interviews with ten people working in libraries in Gaborone, the capital of Botswana, in which the authors stay. The names were randomly selected from a list of thirty. The interviews managed to gather additional information, which has been included in the paper.
RESULTS
All percentages given in the results refer to respondents who answered the questions and do not include those who preferred not to respond to questions.
Preliminary questions in the survey were on the biodata, qualification and employment status. The study revealed that the majority (104) of respondents were female.
In terms of age, fifty-two respondents (29 percent) fell in the 31-35 years age group and forty (22 percent) in the 26-30 years age group.
In terms of qualifications, sixty-nine respondents (38 percent) had diplomas followed by fifty-two (29 percent) with masters' degrees in library science and three (2 percent) with PhDs. Thirteen (7 percent) of those who indicated their qualification had bachelors' degrees.
In terms of their employers, 100 (56 percent) of the respondents worked in the various institutions and departments covered by the Botswana National Library Service, followed by the University of Botswana (both the Library and the DLIS) with thirty-eight respondents (21 percent). Twenty-six (14 percent) worked in colleges and ten (6 percent) in parastatal organizations.
In terms of their positions, 44 percent of the respondents were assistant librarians followed by head librarians (28 percent), librarians (17 percent), and senior librarians and deputy directors (6 percent each).
The second inquiry involved the librarians' attitudes to associations. Four questions where posed on whether they belonged to any association, what influenced them to join or not to join and what type of association they belonged to. As Table 2 illustrates, Fifty (28 percent) said they belong to a professional association, thirtyfour (19 percent) to a social club and ten (6 percent) simply said 'other'.
Thirdly, respondents were asked to indicate factors that led them to join the various kinds of association to which they belonged. As shown in Table 3 , twenty-nine (57 percent) cited professional contacts as their main reason to have joined while two (4 percent) felt it was a way to offer something to the profession. bership levels from the three institutional members and eleven personal members reported in 1995 -1996 (Botswana, 1995 and eight members in 2000 (Chairman, 2000) . Nevertheless, considering the number of librarians employed even in one institution such as the University of Botswana Library with more than fifteen professional librarians, the BLA could hope to have many more members. The fifth area of interest was on why many librarians were not joining and maintaining their membership with BLA. Twenty-seven of the respondents who answered this question (44 percent) complained that meetings were fixed and always held at the same location (University of Botswana). They said that most Botswana National Library Service (BNLS) libraries are located far from Gaborone and it is difficult for them to be in touch with what is going on in the BLA. Some respondents commented that the BLA was poorly marketed and has no forum for members to 'hear, understand and see the benefits of joining'. They said that, apart from membership application forms, no other information is sent to potential members, so few young professionals posted in outlying districts are fully aware of the importance and benefits of the BLA.
Some respondents also felt that University of Botswana librarians have dominated the BLA and its activities:
There is no equal share or say with all librarians. . . This is UB librarian's association so why should other librarians bother?
Some commented that the rating of subscriptions denies those in certain salary scales, who cannot afford the money for that rate, the opportunity to join the association.
Fifteen respondents (14 percent) indicated that their employers did not assist with subscriptions. Among those who once were members and who had now decided to stop their membership, forty-four (42 percent) felt that the annual subscription was high. Again thirty-four respondents (33 percent) felt that the quality of BLA publications and meetings was poor. Twenty-three (22 percent) indicated that their employers did not allow them to attend association meetings.
Among the thirty-four (36 percent) who preferred to join social clubs as opposed to professional associations (Table 4) , nine (27 percent) suggested that they preferred social clubs due to regular social and sporting events.
Among those who did not belong to any association, forty-three (50 percent) said they did not see the benefits of doing so. Table 5 shows that thirty-three (38 percent) respondents felt that they had no time for association activities. Ten (12 percent) said that they had no interest.
The fourth broad area of the survey questions was on how many of those 84 respondents in Table 2 who belonged to associations were also members of BLA and for how long they had been members. Respondents were free to indicate either professional or social associations or both.
Seven (14 percent) respondents belonged to the Botswana Civil Servants Association, three (6 percent) respondents, apart from belonging to BLA, also belonged to the Forestry Association of Botswana, two (4 percent) belonged to a Computing Association, three (6 percent) to a staff association and two (4 percent) to a cultural association.
Thirty-three (66 percent) were members of the BLA. Twelve of these (36 percent) had been members of the BLA for two years or less, while nine (27 percent) had been members for more than five years. Thirty-three members (66 percent) indicates an improvement in mem- interest around Botswana organized in 1992 and 1995. General meetings are important forums for any association. Important decisions are taken at this function. Respondents were asked to indicate which BLA Annual General Meetings they had attended in the last five years. Ten (30 percent) said they had only attended the 1999 AGM. Nine (27 percent) had only attended the year before. Asked what motivated them to attend the most recent AGM, ten (30 percent) said they wanted to update their knowledge on library trends and also to make contact and make friends with other librarians.
Following such involvement as members, respondents were asked to give their impressions about the BLAorganized activities in which they had taken part. Seventeen respondents (52 percent) felt the functions were well organized, twelve (36 percent) felt the activities were poorly organized and four (12 percent) said they were badly organized. Those who had attended some meetings were asked to give their impressions on the meetings they attended. Thirteen (39 percent) indicated that the meetings had always been irregular, while ten (30 percent) said they were not well coordinated. Comments included: meetings poorly attended; lateness has been a major problem. They argued that general meetings are not widely advertised and are poorly attended. However, one respondent indicated that sometimes meetings were properly organized but members did not support them even when notices were circulated in good time.
As a last comment, respondents were asked to reflect and comment on their impressions on BLA-organized activities and meetings and on the follow-up actions. Fourteen (42 percent) said that follow-up actions were usually very slow and uncoordinated. Fifty two percent felt that the slowness in follow-up action could be affecting the interest of potential members negatively.
COMMENTS FROM INTERVIEWEES
Ten librarians picked at random from a list of thirty names were interviewed. Respondents were asked to give suggestions on how the perceptions of potential members could be improved for them to recognize the value and importance of the Botswana Library Association. The responses centred on membership, publicity and promotional activities, professional development, meetings and annual subscriptions.
Membership
Some respondents simply said that they have no interest in the BLA and that they will join the association once it has become interesting. Others suggested that in order for the BLA to retain the few members it has and gain new ones, meetings should be well organized coupled with regular recruitment drives. Office bearers The sixth question sought to find out reasons why thirty-three respondents (35 percent) had joined the BLA. Thirteen of these (39 percent) said they had joined in order to keep professional contact. Eleven (33 percent) said that being members of the BLA gave them an opportunity to make a contribution to the profession. Twelve percent felt this gives them an opportunity to serve on committees.
The seventh and last section sought to find out how active or inactive the thirty-three BLA members were within the BLA, having recognized the importance of belonging to a professional association. Respondents were asked if they were paid-up members, whether they held any committee positions, and how many meetings and functions they had attended. Lastly, they were asked for their overall impressions of the meetings and events they had attended.
On the issue of dues or annual subscriptions, sixteen respondents (48 percent) said their membership subscription was a year behind. Ten (30 percent) of the respondents did not remember when they last paid their subscription. Asked whether they had defaulted in paying their dues, eighteen (55 percent) said no. In many cases, individuals pay their dues on the day of the AGM or a few days before. Even this only applies to those who plan to attend the AGM and do not want to be 'embarrassed' by belonging to the group that have not paid their dues. It is a constitutional requirement for anyone aspiring to office in the BLA to be a paid-up member.
Among those who had defaulted in paying their dues, twenty-four (73 percent) said the reason was that the BLA does not have an effective method of collecting subscriptions from members. Six respondents cited the fact that the treasurer is not aggressive.
When it comes to participation in BLA activities, twenty-four respondents (73 percent) said that they belonged to at least one committee. When asked if they took part in functions organized by the BLA, half said 'yes' and the other half 'no'. Among those who said 'yes', ten (30 percent) had participated in fund raising activities, sponsored walks and parties, and one had participated in two study tours of libraries and places of should visit libraries giving talks to potential members in their own working environments. For this to yield positive results there should be clear articulation of benefits to members, particularly for the benefit of those on the lower levels of the professional scale who may not find merely belonging to a professional body as sufficient motivation. In this regard, they suggested that the goals and objectives of the association should be clear and achievable and not simply something on paper or something 'understood by UBL only' as one respondent put it.
Publicity
Seven respondents suggested that there should be adequate publicity for meetings and events by using different media, and that the executive members should maintain regular contact with members, informing them about the progress of planned activities and updating members on new developments in the profession. Two respondents felt that the BLA may be doing good things, but only a few people knew about them. Perhaps the following statement conveys one perception that the BLA may wish to address:
Right now people feel BLA is for UB, yet they do not seem to know what they are supposed to do to its members. No communication, no meetings. We are just about to pull out. We cannot be popping out our money for people who are only interested in foreign trips at our expense.
Another respondent had this to say:
BLA should go out and sell itself to potential members by outlining their activities, benefits, etc. While sending pamphlets is effective, it is impersonal, i.e. [being present] at work places for few minutes could make a big difference.
Respondents suggested that the BLA should be the mouthpiece for librarians in the country.
Professional Development
Respondents felt that the BLA should be seen to be influencing the development of the profession in the country. It should be playing a role in the DLIS curriculum and certification process. The association should organize scholarships for members from organizations such as the British Council, IFLA, COMLA and others. DLIS students should be enticed to join the association through seminars. These seminars should be funded by private organizations, which are potential employers of librarians. There should be an effort from the BLA to sponsor members to meetings organized by 'bigger' associations such as IFLA and on their return be given a chance to report back. As a professional body, the BLA should further have a code of conduct to govern all practitioners in Botswana. The BLA should liaise with other library associations and organize attachments for members.
Meetings
Respondents suggested that meetings should be well advertised to capture a large audience by the use of all types of media such as newspapers, flyers, radio jingles and e-mail. With the spread of access to Internet in the country, an association's Internet website should be used to provide information to members. Secondly, the BLA should consider decentralizing venues for crucial meetings. Librarians in public libraries, education colleges, institutes of health and others should be asked to host annual general meetings. That way, every one will be made to feel recognized and part of one family. The BLA should also convince employers to allow its members to attend meetings.
Promotional Activities
A number of respondents suggested that the BLA should introduce yearly awards for deserving members in addition to membership cards. These would be members who had contributed something significant to the profession or the development of the association.
Apart from such promotional activities, fund raising ventures should be on the association's calendar. T-shirts with the association's logo should be in stock all the time for selling to members as part of fundraising and sustaining interest among the membership. Activities such as raffles and sponsored walks should be held often and book fairs should be organized on a yearly basis. Ten percent of the respondents suggested that the BLA should organize regular activities including regular social events such as having a BLA day where members would come together and socialize.
Subscriptions
Two respondents felt that the current annual subscription rates were too high. It was suggested that they be reduced to affordable levels. Six pointed out that the BLA would have more members if the rates were reduced and also if arrangements for standing order payments were prearranged with banks. That way the association can reduce the numbers of members who fail to pay their subscriptions. One respondent suggested that membership fees should be deducted directly from salaries to avoid arrears in subscriptions.
DISCUSSION
It is clear some of these comments are an indication of what may be some of the reasons discouraging potential members from joining the association. The question of 'benefits' is an important one. Olson (1965) quoted by Hovekamp (1997) noted that material benefits 'are essential in attracting members and keeping their commitment'. Hovekamp (1997) adds that professional associations have to appeal to individual's interests by, among other activities, 'dissemination of information through journals, newsletters, or conferences'. This would be one tangible benefit, which would also be conveying information about the association. The recent introduction of membership cards is a good example as is the fund raising 'court trial' event; these are some of the new ideas that will go a long way to maintain members' interest. As a voluntary organization, the BLA needs to identify ways of attracting and retaining members, one of which could be sending to old and new members 'welcome packages' which could include newsletters, membership cards, and information on special forthcoming activities (Schwinn, 2001) .
The BLA does hold meetings, workshops and, of course, annual general meetings. The question is, perhaps, how many members and potential members get to hear about these. Again, the regularity of events needs to be looked at. More and more public talks should be arranged for visiting library professionals. The BLA should take advantage of its own founding member, the IFLA President-Elect, to kick-start or flag off some annual event. Related to this question is that of the venue for such meetings and events. This is one area that may need looking at critically. The perception that the BLA is a University of Botswana library association needs to be removed by holding activities in different locations. It should not be, as one respondent put it, a 'Gaborone' Library Association.
The comments on the subscription fees are not entirely correct. The amounts are graduated or scaled downwards and amounts to 0.1 percent of one's annual salary. However, what seems to be lacking is the follow-up action. It is suggested that subscription reminders be sent out well in advance and that the BLA should not wait for the AGM before contacting members.
CONCLUSION
Overall, there is room on both sides to do something about the situation so that the founding objectives of the BLA continue to be upheld. The executive committee members are urged to be innovative and try new things to make the association more active and visible. To ensure future sustainability, experienced librarians should act, in their institutions, as professional mentors. This will not only promote leadership but also provide encouragement to new librarians. On the part of the individual librarians, one can only leave them with the following advice from one respondent:
Members must not be expected to receive -must work together to make things happen -turn situations around.
